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NEV _EXF.0i METHODS USED AT RIGA CAR DEPOT

Up 2 1951, the cost of repairing freight cars at the Rige Car Depot ex-
¢eedsd plars ard the depot operated unprofitably. In 1950, the cost of making
capital r+p.ir3 on a two-axle boxcor was 4352 rubles higher than planned, and
the cost of muking snnual repairs on a two-exle boxcar or gondola exceeded the
plan by 20 and 131 rubles, respectively, Norms for both material and wages
were excesdad,

The prim-ipal reascns for these excessive costs were deficiencies in
repalr methods and the unrellable system of raylng wages according to & niece-
work system. Tris method of paying wages resulted in an overexpenditure of
material wnd spare perts and made it possihle for the workers to receive pay-
ment for incomplerted operations,

At the beginting «f "251, the Mintstry of Transportation authorized the
depot to start paying vages on the basi: of cars completed, rather than ty
the piecework system then in existence, The results of the past 6 months prove
this method to Ve highly effective.

The entire plan for making capitul repairs on freight cars for the eystem
is being carried out by the Rige Car Depot. .in addition, annual repairs e
done at the depot. In making annusi repeirs, old parts and materials wh.
vere removed from cars undergoing rnepital repairs, are used.

Previcusly, the workmen had %o carry their tools and the equipment f: 'm
car to car. Under the presenc system, the capital repair of cars is done in
s§ix different positions, Tools and necessary ~quipment &re placed along the
truck near the position where they ere to be used. The cars ..ove over ihe
track from position to position, until they are completely repaired.
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_ The firat position is located outside the shop, near the inspector's plat-
form. In this position, the cars are disman!led :nd the springs removed. The
parts removed are delivered to the inepector's platform vhere they are in-
spected, while the usable parts are sent directly to the assembly shop. Parts
requiring repair are sent to the proper shops, and parts which cannot be used
are sent to the scrap heap. The planks and lining removed from the cars are
forted in the scrap heap.

The workmen employ the following equipment in this position: jacks to 1lift
up the car so the springs can be removed, tools to remove coupling hooks and
Ppins, and equipment to remove the automatic couplers and friction draft Xears.
There are also ladders, movable scaffolde, and equipment toremove the roof frame,

In the second position, the unremoved Parts are straightened, new or recon-
ditioned cross beams, gusset plates, and trackets, are installed, and parts of
the frame and body are vatched. In this positlion, the wortmen employ equipment
to straighten the ~ross and tie Leams, Lurners o heat the parts to be straight-
enad, pneumatic dr.lls, hammers, and electric heaterz. In addition, they have
8 gas generw.or "or gas welding and vurning, an elecrtric welding machine, rivet
bars, and equipmen! necessary to prevent *he freme from buckling.

In the third position, woodsn frame posts are installed, the brdy is braced,
framework is erected, melding and cross ties are installed, thc body 1is lined,
carlines are erected, the roof [ btullt or the car, and the buffer parts and
spring are assembled. In this potition dre found movable scaffolds, drills,
and equipment {or instulling the draw tars, draft gears, and ~utomatic couplers.

In the fourth position, the car is raised again, this time to remove the
wheels from under the body. The wheels and spring rigging are repaired and
assembled, the journal uLoxes are serviced and, when the body is lowered on the
wheels again, the car is sprayed and p2rt of the floor 1s installed. The
painted wheels and fitted bearings are attached to the body

The laying of the {loor is completed 1n the fifth position. There are
scaffolds at this position for laying and rainting the roof. The car is given
a first painting and ready made dcors are jrstalled in this position,

The sixth position is the finishing pocition, Tre roof, exterior, interior,
and the underframe of the car are syruyed, ond the roof an. exterior are given
8 yecond coat of paint. Tre car is srenciled und turned over to the ministry's
inspector

Car brakes are made safe by twe brive specialists who remove the brake in
the t'irst postition, install the brake cylinders and tanks in the third, fit
rods, levers, and air pipes in tne fourti, adjust and test the air brakes, and
have the car ready for inspection ir *lie #ir<h rosition.

All gas welding is done at ine Tirst ard second positions; all electric
welding 1s donre at the second snd third pisitions. Special racke for storing
paris and material are located near the second, third, fourth, and fifth posi-
tions.

Two cars ar= completely repaired 2uring esc: 8.hour rhift. A car stands
in one position & hours, and is moved to successive positions before operations
start 1in the morning and during the lunch period, A car undergoing capital
repairs is held up for repairs 72 hours, or 3 full days. The cars are brougtc
in according to & =rhedule under which there is at least one car ready for
repairs a day in advance,

Aonual car repair is done on two tracks which are divided into four posi-
tions each. During an 8-hour shift, eight cars leave these two tracks.
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Proper work organization on an assembly line basiz helped to establish
& new system of paying wages according to consolidated norms and valuations,
Previously, 519 different valuations were used at the depot; at present, there
are 16 ccnsolidated norms and valuations which cover the cos of dismantling
and assembling an entire car. The new valuations were established as a
result of a G-month survey of all repair operations.

An order 1s now given to groups of workers, and wages are apportioned
according to hours worked and in accordance with skills. In the past, workmen,
who dismantled the car removed rarts from it unnecessarily. The more they
removed, the more Jjob orders they received, inasruch as valuations were based
on the number of parts removed cather than cars completed. According to the
nev method of paying wages, 1t is not advantageous now to remove any usable
parte or any suitable lumber simply to boost production, because wages are
based on completed cars. Dismantlers are nov interested in reducing the volume
T werk and thus preserve the ugabile parts and lumber on the car.

With the secon quarter .951, the depot began to show a profit on every
car undergoing capital repairs. For example, durlng this time, the depot has
saved .18 cubic meter of lumber, 34 kilograms of sheet iron, and 8.9 kilograms
of bo’ts and nuts above norm on each car. On cars undergoing annual repairs,
there vas a saving of 15 cubic meter of lumber and 2.4 kilograms of sheet
iron.

The new methed of paying wages acr “riing to cars completed not only in-
creased produ- ion and effected a saving in m._erials and stock parts, hut
also redu-ed the number of worklng personnel. Berfore evaluations were consol -
ldated, 11 men worked at the second pcsition. They were interested primarily
in individual quantity production and, 25 a result, the dented but repairable
end sills were frequently removed from the underframe, At the new ray rates,
the workers are able to repair these s1lle without removing them, and with a
reduced force. Eight men now work in this position, instead of 11.

The cost of making capital rerpaire on a boxcar during & months in 1951
averaged 445 rutles a zar less than eztimated, while th~ cost of making annual
repairs was 70 rubles per car lesc than 2t mated. Moreover, repair costs are
being reduced month Ly menth.  The number of workmen in the assembly shop was
reduced from 96 to 63 men, predustion was ircreased, and wages vere increased
20-30 percent

The Riga Cur Repaar Depot is meeting its zesignment, has improved the

quality of 1ts repeirs and, during 6 months of 1951, shoved a profit of 460,000
rubles, 155,000 of which is realized from the repair of freight cars.
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